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Since its earliest beginnings, the construction industry has been shaped in a way that favors 
“traditional” ways of building. These ways of building do not refer to the actual materials or 
installation process, but rather the way an owner interacts with a builder and the surrounding 
community to complete a project. “Beyond the Work” is a nonprofit organization that is creating 
affordable, self-sustaining housing options for low-income families. One of their projects in Santa 
Margarita, CA is pushing the boundaries on how owners work with local county officials to avoid 
unnecessary costs while creating a finished product that is safe, sustainable, and benefits the 
surrounding community. Fall quarter of 2020, “Beyond the Work” reached out to Cal Poly’s 
Construction Management department for students to assist with on-site and off-site tasks during 
the beginning phase of their project in Santa Margarita. Key responsibilities included creating a 
detailed project schedule and budget, organizing subcontractors, creating estimates, comparing 
design options, and assisting with on-site labor when needed. While the unique project encountered 
various challenges and obstacles, significant progress in preconstruction was made that provided 
valuable lessons learned for all team members involved.  
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How Project Came About 
 
“Beyond the Work” is a nonprofit organization committed to making a positive impact on 
communities all over the US and abroad by providing affordable, sustainable housing options for low-
income families. What sets these affordable housing projects apart from others is the end goal in 
mind. When completed, “Beyond the Work’s” projects aim to give families housing as well as the 
opportunity to grow their own food and generate income from it. These projects will not be large, 
crowded apartment buildings, but rather spaced out, homestead style properties with small sustainable 
farms attached to them. This gives low-income families that are located in remote rural areas the 
opportunity to avoid costly commutes and betters their chances for success. The Santa Margarita 
Community in particular will be the flagship project for “Beyond the Work” and will act as a template 
for future projects in other cities and even abroad. Once completed, it will feature a modular home 
using shipping containers, an outdoor deck, a carport, solar panels, and two and a half acres of land 
that will use natural slopes for gravity irrigation. After reading a flyer sent out through the CM 
department, Trevor Trzebiatowski decided to join the team to work on the Santa Margarita project 
during Fall quarter 2020.  
 
 
Process 
 
After a preliminary meeting discussing previous experience, it was determined that building a project 
schedule, coordinating with subcontractors and suppliers, and assisting with on-site labor would be 
Trevor Trzebiatowski’s scope for the project. With a reasonably large portion of the project scope still 
missing, it was determined that Ryan Brown, another senior CM student from Cal Poly would take on 
coordination with the county and bringing the project up to the permit-ready milestone. In addition, 
team members from “Beyond the Work” would continue to organize funding and help where needed 
to ensure major activities and milestones avoided delays. The land had already been purchased, and 
during the second week of the quarter, the team met in Santa Margarita for an initial site walk. Upon 
arrival, one project risk that became clear due to the site’s remote location was material delivery and 
travel time for self-hauling materials. Although the location posed some potential challenges, one 
major benefit to the property was the wide-open space available and the possibility for expansion. In 
addition, the property’s natural steep slope could be used in the future for gravity-driven irrigation on 
the small farm.  
 
 
Figure 1. Site Photo  
 
Following the initial site visit, it became clearer that a lot of work was needed to get this project 
rolling, but the team was ready for the challenge. The project had no official drawing sets or models 
to work off of, making the beginning especially difficult. Throughout the quarter, any work completed 
was shared using a Google drive folder to improve communication within the team. Weekly meetings 
took place every Monday using software such as Zoom and Google Meet so that everyone could 
discuss their progress for the week and if any challenges/ concerns came up. At the time, the biggest 
threat to keeping the project on schedule was COVID-19 and potential shortages or delays related to 
material deliveries.  In addition, modular homes using shipping containers were not something 
traditionally approved by SLO County’s building department which raised concerns for how fast we 
would be able to pour the slabs and get to work on the property.  
Deliverables 
 
As work began in preconstruction, Trevor gathered what information was already available about the 
project as a whole so he could begin to make a detailed schedule. The software chosen to get the job 
done was P6, and a first draft schedule was made that included a work breakdown structure (WBS) 
that organized all the project’s activities into four main phases: Preconstruction, Site Preparation, 
Rough Construction, and Finishes (seen in figure 2a). Within the four main phases, there were various 
categories that each have individual building activities within them. For example, Phase 2 – Site 
Preparation, had Purchasing, Rough Grading / Landscaping, and Site Security within it. Within those 
categories, there is an even more detailed breakdown of activities such as equipment mobilization, 
rebar installation and slab pours (seen in figure 2b).  
 
 
       
                      Figure 2a. WBS                                Figure 2b. Detailed Activity Breakdown of Phase 2 
 
 
 
While the schedule built using P6 offered great organization and features such as cost integration and 
automatic scheduling based on user input from previous activities, the major drawback of P6 was its 
accessibility and future usability for the client. The software can be complicated at times, and it will 
only run on computers using Windows.  Attempts were made to obtain more software licenses from 
Primavera (the maker of P6) so that all team members could use it and see the same schedule, but 
requests through email and phone calls were denied. In order to maintain the same level of 
organization and detail in the team’s schedule without paying excessive costs for software downloads 
or a monthly subscription, Trevor decided to create the schedule over again with the same structure, 
this time using Google Sheets. While the major drawback of this transition would mean no more 
automatic scheduling based on data input and the need to manually color code and format cells based 
on the WBS, the advantages of using a simple, user friendly software that allows a team to share live 
documents outweighed the negatives. For the sake of usability, the team decided that the final 
schedule they would use after Trevor was no longer working on the project should be simplified (only 
showing start and end dates with a visual representation).   
 
 
Figure 3. Final Schedule Made in Google Sheets 
 
As time went on, delays continued on-site, and any in-person work was put on hold. In order to keep 
productivity up, Trevor shifted focus and added some quantity takeoffs and cost analyses to his scope 
in order to provide a better understanding for the team regarding upcoming on-site activities before 
they began. For example, the fence and gate desired for the project was a hog wire panel fence with a 
main entry gate featuring wire cage columns filled with gabion rock (typically 4-12” diameter rock). 
In addition, the site would have footings for a carport as well as two concrete slabs that each require a 
four-inch-thick layer of gravel underneath them. Creating estimates and calculating various costs for 
each activity provided the team with a better understanding before making choices related to suppliers 
and delivery methods for materials. Once material quantities were estimated, Trevor contacted local 
suppliers to receive quotes so that the team could see different options for upcoming activities.  
 
 
Figure 4a. Gabion Rock and Gravel Estimate 
 
 
 
               Figure 4b. Concrete & Rebar Estimate                      Figure 4c. Self-Hauling Cost Estimate 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 4d. Rock, Gravel, & Concrete Cost Comparison 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Besides the modular home, outdoor deck, and storage shed scheduled for construction next year on 
site, another small project that needed work in preconstruction was the carport. To give the team a 
better visualization and understanding of materials and funding needed later on, Trevor created a 
conceptual estimate and basic hand-drawings for a carport with basic wood framing and galvanized 
sheet metal roofing (not approved yet by a structural engineer). This carport was designed to cover up 
to two SUV/pickup truck sized vehicles towing trailers, given the rural environment the site was 
located in. Although bags of concrete could be purchased and used to begin work on the carport, it 
was decided as a team that waiting until the slabs for the shipping containers were poured made the 
most sense since it was just over one additional cubic yard of concrete in total for the carport footings.  
 
 
 
Figure 5a. Carport Front Elevation 
 
 
 
 
 
 
 
 
 
Figure 5b. Carport 3-D Skecth 
 
 
Figure 5c. Cast-In-Place Post Base Detail 
 
 
     
 
 
Figure 5d. Carport Material Estimate 
 
 
 
Lessons Learned 
 
The first and arguably most valuable lesson learned from this project that will always be relevant in 
the construction industry is that communication is key. Although the team experienced difficulties 
given limitations caused by COVID-19, they were able to make it work and take advantage of 
technology to improve communication throughout the quarter. For example, Google Drive was 
utilized as the team’s live server where they could share all work and files in one place that 
automatically saves them. In addition, weekly meetings were held over Zoom and Google Meet so 
that anyone can bring up concerns or updates when needed.  
 
The second lesson learned from the Santa Margarita project was that leaning on one’s teammates 
when help is needed is not something to be ashamed of. One instance when this lesson was reinforced 
was during research regarding low-cost options for rock and gravel. Trevor was able to find some 
listings from Craigslist and Facebook Marketplace from people giving away landscaping supplies, but 
those listings would come and go rather frequently. In order to have the most possible options and 
keep costs low, other teammates assisted in searching for postings all over the Bay Area and around 
LA.  
 
Although many lessons were learned during the quarter’s project, the third major takeaway worth 
noting was to never underestimate skills learned in previous classes. For example, designing the 
carport at the end of the quarter posed on major challenge for Trevor: accessibility to modeling 
software. Although many educational software licenses are offered through Cal Poly, Trevor’s laptop 
did not have the hardware and storage required to run the hefty software. In order to provide a means 
of visualization for the group, Trevor resorted to drawing skills learned from early CM and ARCE 
classes.  
 
Conclusion 
 
As fall quarter and his time at Cal Poly came to a close, Trevor’s main goal for this project was to 
give any student hoping to join “Beyond the Work’s” team a good foundation from his work in 
preconstruction so they can execute the beginning phases of on-site work with success. Although 
things did not go exactly as planned according to the project’s flyer, the experiences and lessons 
learned from the quarter will without a doubt continue to be built upon during the professional careers 
of everyone involved. The skills strengthened and developed during preconstruction of the Santa 
Margarita project not only relate to the construction industry, but to life as a whole.  
 
 
 
 
